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Foreword 



The ELITE Award for Exemplary Leadership and Informa- 
tion Technology Excellence was established in 1990 as a 
way for CAUSE to recognize the best in our profession. 
Award winners are honored by their peers for outstanding 
achievement in enhancing the administration and deliv- 
ery of higher education through the effective management 
and use of information resources. For this professional pa- 
per, in response to the unusual challenge that leadership 
presents in times of change, we asked each of the seven 
winners of the ELITE award to reflect on the nature of lead- 
ership and to share their perspective with the rest of our 
community. This continues and extends the CAUSE tradi- 
tion of honoring and directly supporting professional 
achievement at all levels. 

The essays that make up this paper demonstrate the ex- 
quisite richness and diversity of leadership within our pro- 
fession. Each of these individuals has effectively led orga- 
nizations that deliver information resource services within 
one or more higher education institutions, all have ad- 
vanced the capacity of these institutions to better perform 
their missions through information resources, and they 
have contributed powerfully to the advancement of our 
ability to manage information resources on a global scale 
through their professional activities. Yet, when I read their 
individual statements, I was struck by the diversity in view- 
points, emphasis, and modes of expression. There really 



are many ways to be outstanding leaders. This is no cookie- 
cutter business. 

All of these leaders have found the right philosophical 
and practical framework for effective leadership within 
their specific institutional cultures and situations, using 
the personal skills and talents available to them. As diverse 
as they are, there are some common elements to their views 
of leadership. None of them see leadership as "having all 
the answers." They all view leadership as contextual, de- 
pendent in some ways on the situations and times in which 
the leader functions. I think it is interesting that more than 
one of them used the example of taking the lead in a jazz 
piece, in contrast to conducting an orchestra, as a meta- 
phor for leadership today. They search for clues as to how 
to make information technology leaders more effective in 
the executive leadership role in addition to within their 
own organizations. One of the most interesting similari- 
ties was the awareness of changing institutional and tech- 
nical environments and new types of IT organizations, and 
the new leadership paradigms these require. Given that 
these individuals' leadership careers have spanned several 
decades and many institutions, they've obviously been 
successful themselves in adopting new leadership styles as 
their own professional contexts have evolved. I can't imag- 
ine a better message to communicate to members of our 
profession at this dynamic point in time. 

PoUey Ann McClure 

Chair, 1996 CAUSE Board of Directors 

Vice President for Information Technology Resources 

University of Virginia 

mcclure@virginia. edu 
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Thomas W, West, assistant vice chancellor of information resources and technology for the California State 
University System, won the first CAUSE ELITE Award, in 1990. He has guided the twenty-three-campus CSU 
system in new directions in its strategic uses of information resources and technology to advance the mis- 
sion and programs of the system and campuses, and instilled in his organization a flexible, service-oriented 
philosophy Dr. West has played key leadership roles in several initiatives that will have enduring impact, 
both within the CSU system and at state and national levels. He participates in Educom's National Telecom- 
munications Task Force and the National Learning Infrastructure Initiative, and has served on the Boards of 
both CAUSE and Educom, and on the steering committee of the Coalition for Networked Information. 



More Lessons from the CIO Trail: 

from Butch Cassidy to City Siicker 

by Thomas W. West 



I n my remarks at the CAUSE ELITE Award luncheon in 
1990, I characterized my journey through the world 
of computers and networks as being similar to the life of 
an old-time western cowboy riding down the trail pick- 
ing up bits of wisdom from campfire musings (small 
informal gatherings with other information technology 
cowboys) and rodeo gatherings (conferences). I sug- 
gested that most of what I knew and believed about lead- 
ership in information technology was borrowed from 
the informal lessons that came my way. 

Those remarks focused on two themes. First, I shared 
with the group a set of axioms about leadership that had 
guided my behavior and decision-making up to that 
time. Second, I argued that a professional development 
approach was needed if we were going to be successful 
in convincing our institutions to elevate the position of 
chief information officer (CIO) to the executive level, 
equal to the provost or chief financial officer, reporting 
directly to the president/chancellor and participating in 
the inner decision-making circle. 

The portfolio of the executive level position I envi- 
sioned encompassed all aspects of information resources 
and technology— computing, telecommunications, li- 



The author extends his appreciation to Dr. Steve Daigle, 
Senior Research Associate in the CSU Chancellor's Office, for his 
advice and assistance on earlier drafts of this paper. 
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braries, media centers, and instructional technology de- 
velopment. In essence, this position was to provide ex- 
ecutive leadership for integrating all the information re- 
sources and technology into the fabric of the institution. 

Six years have now passed which, as everyone realizes, 
can amount to several lifetimes in the tools and culture 
of information technology. The degree and pace of 
change in this decade has been of historic proportions, 
and shows no sign of abating. So it is natural to reassess 
whether the leadership lessons borrowed from previous 
decades are still relevant for today's CIO in higher educa- 
tion; what the CIO's role, responsibilities, and manage- 
ment style might be in this emerging era; and whether 
the position must be at the vice presidential level. 

I believe the answers lie at the intersection of changes 
in the state and nature of technology itself, changes to 
the broader institutional structure in which information 
technology operates, and changes in the internal culture 
of IT work. In other words, information technology lead- 
ership influences and is influenced by both internal and 
external forces, and must be understood in the context of 
historical change along these three dimensions. Accord- 
ingly, in this essay I will seek to answer the following 
questions: 

1. Should the IT leadership lessons from 1990 be 
substantially revised in light of recent technologi- 
cal, organizational, and cultural changes? 
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2. What were the dominant historical phases of IT's 
technological, organizational, and cultural devel- 
opment, and what leadership role and management 
style seemed most suited to each of these phases? 

3. What new lessons about IT leadership, if any, can 
we draw from such a historical perspective to help 
shape the future for information technology and 
the CIO? 

My basic premise is that both leadership skills and the 
leader's personal qualities must somehow "fit" the state 
of the technology, overall organization, and internal IT 
culture, and that such skills and qualities can be ex- 
pected to change over time. Still, some leadership les- 
sons, strategies, skills, qualities, etc. may transcend his- 
torical changes, which leads back to my 1990 remarks. 

The fifteen or so lessons that I identified as axioms 
six years ago revolved around four major themes: power, 
communications, people, and planning/management. 
Following is a brief summary: 

Power 

1. Influence, not authority, equals power. 

2. Information also equals power; respect people with 
information. 

3. Be decisive; don't look back. 

4. Be an agent of change, not a spectator of it. 

Communications 

1. Tell all to all; keep information channels open. 

2. Use the informal gossip network. 

3. Under-react to crisis; time itself will resolve much 
of it. 

People 

1. Give others credit when possible. 

2. Focus on the individual, not the technology. 

3. Learn from the best and work with the rest. 

Planning/Management 

1. Have a common vision and framework for the IT 
strategy 

2. Fit information technology to the broader organi- 
zational culture. 

3. Be adaptive; distinguish among planning that is 
strategic, routine, contingency, and opportunistic. 

4. Fit projects to the amount of time available. 

5. The shorter the project cycle, the better. 



My initial impression is that only one of these axi- 
oms requires major modification. In most organizations 
(including institutions of higher education), informa- 
tion technology has assumed greater visibility, scope, 
status, and power in recent years; major drivers have 
been the Internet and the Web, which have attained 
nearly sacred significance. Rather than merely "fit IT to 
the organizational culture," the time is right for technol- 
ogy to play a major role in shaping that culture. In es- 
sence, many institutions are embracing information 
technology as a keystone strategy for advancing their 
missions and programs in the future. 

While I am struck by how universal (if not self evi- 
dent) the axioms still appear, I am equally convinced 
that the who and how of applying these lessons in the 
future will be significantly different than in 1990. For 
the twenty-five years I have been a CIO in two systems 
of higher education, two themes have been continu- 
ously raised by the profession. One theme has been con- 
vincing the president or chancellor and the institution's 
executive team to embrace information technology as a 
critical institutional resource and strategy. The second 
has been the call to have the CIO position elevated to 
the vice presidential level in each institution. There is 
increasing evidence that executives are taking ownership 
of information technology as an institutional strategy. 
However, while many in our profession believe the CIO 
position is becoming an executive-level position, my 
personal experience and observations over the past six 
years suggest otherwise: 

• In spite of the growing importance of IT, the CIO will 
not and need not become a vice-presidential level 
position at most of our institutions. The president 
and/or one or more of the existing vice presidents 
will assume executive-level leadership for IT. At the 
same time, a new type of CIO will be needed to 
support this executive leadership. 

• As IT becomes a more critical resource and key 
institutional strategy, the CIO's future role, responsi- 
bilities, and management style must be significantly 
different. As a consequence, individuals selected for 
this position will come from a wide range of back- 
grounds, and only the most broadly based and 
adaptable IT types will be among those selected. 
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Perhaps the best empirical evidence that the CIO has 
not been elevated to the "inner circle" executive level is 
found in a study of leadership and higher education 
CIOs performed by Gary Pitkin of the University of 
Northern Colorado in 1992. His survey of 153 CIOs 
found little evidence of an "executive mindset" or ex- 
ecutive role behavior: 

... the Chief Information Officer in higher education 
does not refer to himself or herself as a Chief Infor- 
mation Officer, does not have an executive level title, 
does not consider himself or herself to be an execu- 
tive officer, is not involved in making executive 
decisions, and does not have responsibility for most 
units associated with information management. 

The important thing about this finding is that while 
the CIO (under whatever title) appears to be absent from 
major policy decisions involving the future of the insti- 
tution, information technologies increasingly stand at 
the heart of institutional transformation in higher edu- 
cation. Therefore, rather than focus on the unanswered 
question of whether CIOs as a group simply do not pos- 
sess the qualities and skills of executive leadership, or 
whether institutional structures, procedures, and cus- 
toms suffer from a time-lag in how such people are 
viewed, we need to focus on what the leadership role 
and management styles of the CIO should be as informa- 
tion technologies take center stage throughout higher 
education into the future. 

It might be useful to briefly consider the historical 
context of information technology leadership in higher 
education, specifically its four major phases: academic, 
bureaucratic, technocratic, and network-centric. 

The first era (academic) pre-dates even the most 
primitive electronic technology. It was a period of fac- 
ulty and liberal arts dominance in the curriculum and in 
the academy generally. Both the academic and adminis- 
trative cultures were collegial. Because technology of 



^Gary M. Pitkin, "Leadership and the Changing Role of the 
Chief Information Officer in Higher Education," in Managing 
Information Technology as a Catalyst of Change: Proceedings of the 
1993 CAUSE Annual Conference, December 7-10, 1993, by CAUSE 
(Boulder, Colo: CAUSE, 1994), 55-66. Available electronically on 
the CAUSE Web server at http://www.cause.org/information- 
resou rces/i r-l ib ra ry/a bstracts/cnc9305 . html 
O 



any kind was peripheral to the institution's mission and 
operation, the technical manager found himself "odd 
man out" on matters of campus policy and governance. 

The second phase (bureaucratic) coincided with the 
emergence and dominance of mainframe computing. 
Both the culture and organizational structure of infor- 
mation technology tended to be hierarchical. The work 
within IT divisions tended to be primarily focused on 
administrative data processing and operational func- 
tions, and IT managers were "organization men," iso- 
lated from the wider environment and from executive or 
policy decision-making. In the large research universi- 
ties, the academic mainframe computing was usually 
separated from administrative computing, both organi- 
zationally and physically. Overall guidance of campus- 
wide academic computing was provided by a collegial 
faculty committee of users, almost independent of cam- 
pus executive management involvement. The computing 
center director or technical manager had a great deal of 
independence, save reporting to the faculty committee. 
In this era, the importance of information technology to 
the overall mission of the institution varied widely, but 
it still lacked strategic importance in most. 

The third phase (technocratic) corresponds to the per- 
sonal computing revolution and the emergence of 
campuswide networking. There was a rapid spread of 
information technology to the teaching and learning 
process (e.g., computer-aided instruction), and 
wordprocessing, spreadsheets, database management, 
and computer-based communications became integral 
parts of college and university life at all levels. An indi- 
vidualistic culture and egalitarian ethic permeated IT 
divisions, and technology managers began to achieve 
some measure of visibility and respectability in the in- 
stitution. In certain instances, there were efforts to have 
an information technology leader coordinate several 
aspects of the computing and telecommunications on 
campus and, in rare cases, other aspects of IT. This "tri- 
umph of the nerds" brought status to information tech- 
nology, but still little power in broader policy matters. 
The strategic importance of information technology to 
the overall institution was only in its embryonic stage. 

The fourth phase (network-centric) began with NSFnet 
and evolved into the Internet, Web development, and 
technological convergence generally. Indeed, network 
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telecommunications is dominating not only the technol- 
ogy of this era, but increasingly the institution and cul- 
ture of higher education as well. It is a period of indi- 
vidual empowerment over work and learning, distrib- 
uted work and learning environments, virtual offices, 
teams, and partnerships, all heavily dependent on infor- 
mation technologies. For the first time, information 
technology has emerged from the shadows to take on 
vital strategic importance in the "inner circle" of institu- 
tional policy. Yet there is little evidence of the elevation 
of the CIO position. 

What do these technological, organizational, and cul- 
tural phases tell us about the future leadership role and 
management styles of CIOs when coupled with the evi- 
dence that the CIO will not be elevated to a vice-presi- 
dential level? I believe the critical variables are whether 
one is concerned with the internal IT organization, the 
institution generally, or the external culture, and 
whether the time period is before or after the domi- 
nance of networks. Consider these six descriptive cells: 



CULTURE 

Internal IT 



Institutional 



External 



As this table indicates, the CIO's leadership role and 
management style are projected to be radically different 
in the network-centric era. If CIOs are going to be effec- 
tive and survive in this new environment, they need to 
possess a set of skills and qualities that go far beyond 



TECHNOLOGY 

Pre-Network Network-Centric 



Captain 

Autocrat 


Coach 

Team Builder 


Zealot 

Statesman 

Caretaker 

Interpreter 


Lead IT Planner 
Integrator 


Owner 

Advocate 


Owner's Representative 
Advocate 



knowledge of and experience with information technol- 
ogy in higher education. Unless incumbent CIOs, "IT 
cowboys," are adaptable and able to change themselves 
in the same way they have been changing their 
institution's technological environments, they will suf- 
fer the same fate as Butch Cassidy and the Sundance Kid. 

A new breed of CIOs is already emerging on the 
scene. While they may be naive about some or all of the 
technical facets of their new positions, as were the 
greenhorns in the movie City Slickers when they arrived 
at the ranch to participate in a cattle drive, these new 
CIOs already possess the leadership and management 
skills vital to leveraging information technology as an 
institutional strategic resource in this network-centric 
era. In essence, most have already demonstrated their 
skills as planners, managers, team builders, and execu- 
tive team players in other arenas with a broad perspec- 
tive of institutional strategies and vision. As quick learn- 
ers, they will acquire the necessary technical knowledge 
about information technology to advance the 
institution's IT strategy. And, like the city slickers, these 
new CIOs possess the drive, resilience, and process skills 
to overcome the inertia still prevalent within our infor- 
mation technology and institutional cultures. 

Although technology is changing at a rate that is al- 
most impossible to absorb, an increasing number of 
institutions are embracing information technology as a 
major strategy for their future growth and competitive 
advantage. As a consequence, the future role and respon- 
sibilities of the CIO have less to do with organizational 
positioning or specific technical knowledge about infor- 
mation technology and more about the institutional 
and external perspectives as well as the leadership and 
management skills that the person can bring to the IT 
function. In that sense, the CIO has become a contribut- 
ing member of an institution's executive leadership 
team. 
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Brian L Hawkins, vice president for academic planning and administration at Brown University, 
won the CAUSE ELITE Award in 1991, He was recognized for his leadership in creating a cohe- 
sive vision for information technology at Brown, drawing together a wide variety of constituen- 
cies and technology environments; for his earlier efforts at Drexel University where he led the 
creation of a program which made Drexel the first university in the U,S, to require access to a 
microcomputer for all students; and for his active leadership in the profession, A well-known 
speaker, writer, and consultant. Dr, Hawkins has served on the Boards of CAUSE and Educom 
and chaired Educom' s Board of Trustees in 1989-90, 



Leadership in a Service 
Environment 



by Brian L. Hawkins 

"For who is greater, he who sits at the table, or he who 
serves? Is it not he who sits at the table? Yet I am among 
you as the One who serves, " —Luke 22:27 

O rganizations in virtually all sectors of society are 
faced with "doing more with less," especially those 
charged with increasing service and quality within their 
enterprises. These same challenges are present in our 
colleges and universities, and perhaps are even amplified 
for those managers in service roles within the broad field 
of providing information resources. 

In the industrial sectors of our society there is a his- 
torical pattern of reliance on hierarchies, of making de- 
cisions from the top down, and of having "objective" 
and well-defined criteria for determining organizational 
outcomes. Clearly, none of these patterns are particu- 
larly present in the academy, which depends so heavily 
on shared governance and consensual decision-making, 
and has a historical focus on processes rather than out- 
comes. While the processes and pressures facing both 
the industrial and academic sectors of our society may 
be similar, the historical and cultural contexts of higher 
education increase the degree of difficulty for the leader 
of a service unit within the university or college. The 
higher education service provider must meet needs de- 
fined and directed by others within the institution, and 
the consensual decision-making style of the academic 



community makes the process of defining "appropriate" 
service more challenging. The leader in an academic 
service organization is charged with being responsive to 
demands by a myriad of users or patrons, and yet this 
person must balance such demands against the con- 
straints of budget, personnel allocations, and other re- 
source limitations. The goal must be to help others 
achieve their goals. The indirect nature of this process 
makes the effectiveness of leadership in a service envi- 
ronment difficult to assess, never completely satisfying 
to the customer, and often frustrating to the person 
holding the leadership role. 

Servant leadership 

For some years now, experts have suggested the need to 
study "followership" rather than "leadership" in under- 
standing the special relationships between leaders, fol- 
lowers, and the goal or mission which they are trying to 
achieve. A very different leadership concept— "servant 
leadership"— was articulated a few years ago by Robert 
Greenleaf when he pointed out that the very essence of 
leadership is a commitment to serving others, including 
employees, customers, and society. This commitment to 
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service is based upon the individual placing him- or her- 
self at the command of the group, fulfilling their needs 
and goals. Greenleaf argued that leadership is, by its 
very nature, bestowed upon a person by the group, and 
that the person chosen for such a position must there- 
fore focus on understanding the needs of the group and 
allowing the resulting objectives to take priority.^ 

The words ''service" and "servant" come from the 
same Latin root, servitium, which means the state of 
being a servant or a slave to a master. The emphasis in 
servant leadership should be on the master as a goal de- 
fined by a group of followers, rather than on the person 
holding the position of master. This emphasis on serving 
a mission, and more specifically the mission determined 
by the broader community, is perhaps the most impor- 
tant realization to which a leader in a service environ- 
ment can come. Such an approach requires the leader to 
constantly be in "input" mode, listening carefully, re- 
specting the many voices within the community, and 
trying to understand their concerns and needs. 

This notion of followership and the focus on the 
people "allowing themselves to be led" is expressed best 
by Greenleaf, as he states: 

A new moral principle is emerging which holds that 
the only authority deserving one's allegiance is that 
which is freely and knowingly granted by the led to 
the leader in response to, and in proportion to, the 
clearly evident servant stature of the leader. Those 
who choose to follow this principle will not casually 
accept the authority of existing institutions. Rather, 
they will freely respond only to individuals who are 
chosen as leaders because they are proven and trusted 
as servants. 

The active integration and adherence to the direc- 
tion of "followership" is not only philosophically 
sound, it is also tactically smart. When a leader 
actively seeks out and abides by the guidance of the 
community, the decisions take on a different level of 
legitimacy. It reinforces that the leader is responsive 
to feedback, it makes this the "official" institutional 
stance and reduces the ability of critics to attack the 
outcome.^ 

^Robert K. Greenleaf, The Servant as Leader (Indianapolis, 
Indiana: The Robert K. Greenleaf Center, 1991), 4. 
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While it is important to truly be a servant to the mis- 
sion, and to follow the pointers provided by the con- 
stituencies one is serving, it is also important to recog- 
nize that there is danger in passively waiting for the di- 
rections of the followership to coalesce, and thus provid- 
ing no leadership whatsoever. This is an interesting di- 
lemma. While the "servant leader" needs to be largely 
driven by the desires and visions of the constituencies, 
there are times when conflicting views, incomplete in- 
formation, and other uncertainties present no defined 
course. In such circumstances, it is incumbent on the 
leader to provide direction— not presenting it as the only 
solution but as an alternative that might precipitate con- 
sensus. Failure to provide such guidance is abdication of 
the leadership role, and yet if one overdoes this func- 
tion, the entire concept and value of "servant leader- 
ship" is violated. 

The leader of a service unit in an organization is 
much like a navigator. He or she.is not the captain of the 
ship, and it is not his or her role to define where the 
ship will go. The service provider's responsibility is to 
keep the ship on course, but not to determine the 
course. 

Leading within the unit 

Thus far, this discussion has focused on the broad role of 
leadership. It is appropriate to also look at leadership 
within an organizational unit, specifically one focusing 
on information resources on campus. No matter how 
successful a service group may be in creating a proac- 
tive, responsive climate for the campus, the group will 
receive few thanks. Service is easily taken for granted; it 
receives the most response for its absence. If 90 percent 
of the needs of a campus have been met, service provid- 
ers may be frustrated and demoralized to hear some irate 
user complain about their "incompetence" and "lack of 
concern" in not meeting the other 10 percent of needs. 
The fact that the campus may not have provided funding 
for them, or that this user may not know (or care) about 
competing priorities, rarely stops the disappointed user 
from "killing the messenger" and attacking the nearest 
possible person. Consider how often one sees people 



^Greenleaf, 4. 
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losing their tempers at an airline ticketing agent when 
an airplane has been overbooked. It clearly wasn't the 
agent's fault for the overbooking policy or the computer 
glitch, but the customer frustration will still have an 
effect on job satisfaction and motivation for the ticket- 
ing agent. Service roles wear one down. These harangues 
often leave one emotionally exhausted, which can lead 
to staff turnover and burnout. 

This problem is further complicated by expectations 
that are always changing, as well as being elevated. 
Working in a service environment is similar to pole 
vaulting: as soon as you clear a given height, they raise 
the bar on you. Defining success under these conditions 
is a very real challenge, and a leader cannot allow this 
recursive dynamic to affect the morale of those who 
work diligently in a service organization. 

As the use of technology grows, it is almost guaran- 
teed that user demands will outstrip whatever resources 
are available. It is essential that trade-offs be negotiated 
in an informed and inclusive manner, with thorough 
communication of the parameters. Not only does this 
reduce the resentment of users who don't get what they 
want, it also will most likely help them couch their next 
requests in more reasonable and well-thought-out terms. 

In a service environment, all too often people are 
afraid to say "no"; they fail to explain the problem of 
limited resources faced by virtually all service providers. 
The leader of the service environment should inform the 
demanding user of the dilemmas which the leader faces 
daily. Since there are trade-offs to every request, it is 
important to engage the user in the decision-making 
process: "Yes, we can do what you request, but it will 
require that we no longer do this other requirement 
which you also have. Which is more important to you?" 

Keeping sight of the mission 

One of the keys to servant leadership of any kind is keep- 
ing the focus on the fundamental mission of the organi- 
zation. The leader cannot be too redundant in articulat- 
ing and reinforcing the unit's goals and mission. Presi- 
dent Hesburgh of Notre Dame said this well, as he ex- 
plained one of the keys to a successful college presi- 
dency in attaining and keeping the support of the fac- 
ulty: 

o { 




On the positive side, and more importantly, he must 
proclaim to them, in season and out, his vision of 
their institution, what it is and what it might yet be. 
Only they can make his dream come true, and only if 
they are convinced will they cooperate in the ven- 
ture.^ 

A leader of any service environment must constantly 
keep the group's perspective on the "big picture." Staff 
who are caught up in the demands of daily business— 
the pressure to wire dormitories, to get a new service 
operational, or to handle a difficult hardware dilemma— 
cannot necessarily see the broad scope. It is incumbent 
on the leader to provide this perspective. 

Leadership in the information resource arena of an 
academic institution requires helping staff understand 
their role in the broader educational enterprise, and 
finding ways to reassure them that their contributions 
are significant to the overall success of that enterprise. 
The indirect nature of their contributions often makes 
them difficult to quantify, but it is important to con- 
stantly remind staff that the service goal is to help others 
achieve their goals, thereby supporting the growth and 
development of students. 

All too often, staff in our information resources orga- 
nizations feel that their jobs are totally interchangeable 
with those of their counterparts in an insurance com- 
pany or any other industry. They need to understand 
that they are part of the process of educating a new gen- 
eration. One useful mechanism to reinforce this involve- 
ment in the broader educational mission is to make sure 
that they occasionally come into direct contact with 
both students and faculty, not just with the direct inter- 
mediary in their chain of service. 

A primary facet of the leadership role is helping staff 
realize that what is important is service to a mission, not 
a master. This focus will allow staff to persevere even 
when they are criticized by demanding faculty, students, 
or other members of the community. The nature of the 
essential mission needs to be reinforced from above— 
not just by the leadership of the information service 
units, but by the academic leadership of the institution 
as well. 



^Theodore Hesburgh, "The College Presidency: Life Between 
a Rock and a Hard Place," Change, May/june 1979, 46. 
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Charting the course 

Leadership in a service environment must extend far 
beyond the specific service organization (although that 
is critically important). It must also provide leadership 
for the broad usage of information resources within the 
community. In other words, a single person provides 
very different kinds of leadership across quite different 
communities. 

This is particularly challenging in the management of 
information resources, where the future is rarely pre- 
dictable. The leader of a service unit therefore needs to 



find a very narrow course, listening to the primary con- 
stituencies— the faculty and the students. He or she must 
not be too far ahead of nor too far behind the followers, 
the clients and the users. However, such leaders cannot 
wait for clear consensus, the likelihood of which is 
highly improbable. Instead, they must have the courage 
to deal effectively with uncertainty and to provide a 
''best possible" view of the future, as murky as the fu- 
ture of the role of information resources within the 
academy may be. 
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Bernard W. Gleason, jr., associate vice president for information technology at Boston College, won 
the CAUSE ELITE >4 word in 1992. Under his leadership during more than twenty years, BC has moved 
to a single systems image for all administrative operations. Recently, Mr. Gleason planned and imple- 
mented Project Agora, which provides universal access to voice, data, and video services for all mem- 
bers of the BC community. Mr. Gleason has been praised for his comprehensive, innovative solutions, 
his management skills, and his ability to share his vision. Among his professional activities are service 
on the CAUSE Board of Directors, where he held the position of secretary/treasurer in 1988, and a 
paper in the CAUSE professional paper series. Open Access: A User Information System. 



Managing Ideas 

by Bernard W. Gleason 



N ew ideas ... Everyone has them, and a new set is 

generated every day. Innovation and the challenges 
of constant change provide excitement in our roles as 
information technology managers. Hence, it is reason- 
able for us to emphasize the promotion of new ideas by 
information technology staff and to assume a major 
leadership role— the management of ideas. This new area 
of emphasis may be in conflict or contrast with tradi- 
tional responsibilities for managing customer needs, 
managing planning efforts, managing technology facili- 
ties, and managing human and fiscal resources. Can we 
provide leadership in making the management of ideas a 
top priority while still addressing existing demands? 

What is idea management? 

Idea management is the provision of a formal structure 
for encouraging, developing, and adopting creative ap- 
plications of information technology. It involves the 
constant modification of strategic directions in a respon- 
sive and comprehensive manner. John Kao likens the 
management of ideas and creativity to jazz musicians 
conducting a jam session: the group starts with a theme 
and plays off each other to form something new and 
harmonious.^ The resulting creativity is fostered by a 
process that is disciplined but not controlled. 



^john Kao, The Art and Discipline of Business Creativity (New 
York: Harper Business, 1996), http://www.jamming.com/ 
jamming.html. 



There is no shortage of worthwhile ideas, but most 
institutions do not have a methodology for or commit- 
ment to managing these ideas. As a result, there are 
likely to be lots of simultaneous and redundant initia- 
tives. Some good ideas may die on the vine because the 
traditional planning processes do not provide enough 
flexibility to respond to creativity, especially the poten- 
tial of information technology innovations. The lack of 
an organized approach can also result in some un- 
healthy tensions between some of the most creative in- 
dividuals; two well-intentioned groups of individuals 
may be in conflict trying to sell different but related 
concepts. Management can turn this tension into posi- 
tive energy by providing a structured environment of 
cooperation and creativity. 

Idea management and 
information technology leadership 

There are many characteristics of a good leader, includ- 
ing being a visionary, a planner, an organizer, a delega- 
tor, a technical expert. But in this new era of cultural 
change on our campuses, three leadership characteristics 
are now mandatory: decisiveness, willingness to take 
risks, and effective communications skills. In a time of 
uncertainty and conflicting pressures, being decisive is 
not easy. In a time of financial instability, taking a major 
risk may be desirable but hard to sell to the institutional 
management. In an environment where the customer 
population and demand for services is growing at a 
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Steady pace, and the expectations of those customers are 
accelerating even faster, there are special challenges to 
effectively communicate with the expanding user com- 
munity. Strong information technology leaders often 
think differently from other individuals, taking a "sys- 
tems view." This kind of comprehensive approach is 
essential for leadership within diverse communities like 
ours. 

The manager of ideas must be an individual who has 
a good grasp of information technology directions, an 
understanding of the critical issues facing the institu- 
tion, the ability to solicit and inspire innovation, the 
skill to evaluate ideas in the context of the big picture, 
and the instinct to judge when it is appropriate to rec- 
ommend a change in approach or direction. The idea 
manager must be the leader— the change agent. 

The importance of creative people 

There is a common theme among the acceptance 
speeches of CAUSE ELITE Award winners: we have all 
expressed our appreciation and concern for the other 
employees within our organizations who have contrib- 
uted to our success. Each of us knows that it is the 
people who count. The people who should count the 
most in technology organizations are those who are 
both technically skilled and innovative. Most good ideas 
are the product of the personal initiative and energy of 
these creative individuals, the dreamers. 

Many information technology leaders have developed 
a bond of trust with both institutional management and 
technology employees. There is trust that the adminis- 
tration will provide direction and support at an institu- 
tional level, and trust in the performance of the IT staff. 
Employees are rewarded by salary compensation and 
recognition, but they are motivated by the opportunity 
for individual initiative and the chance to take a risk 
without fear of failing. Developing and fostering an en- 
trepreneurial spirit among all the employees is a major 
objective of idea management. Employees need to be 
able to dream and free to test these dreams against needs 
for improvement in service or institutional priorities. 







Strategic planning and 
idea management 

In the past, information technology leaders have devel- 
oped strategic plans in conjunction with representatives 
from the wider campus community to provide a com- 
prehensive management of information technology re- 
sources and a schedule of project implementations. One 
of the objectives of strategic planning is to align re- 
quired resources with desired goals for the life of the 
plan. As we experience a more rapid pace of change in 
technology, the problems of managing resources be- 
come more difficult, and we discover the need for a 
more nimble and flexible process that is responsive to 
these conditions. 

Changes that will produce technological improve- 
ments cannot be resisted just because they don't con- 
form to the details of a plan. The traditional planning 
model, the type of planning that might be employed for 
long-term construction projects, will not work for the 
planning and management of information technology 
resources. Today's strategic plan must be a set of direc- 
tions, responsive to mechanisms which modify these 
directions continuously as new circumstances and ideas 
surface and need to be incorporated into the plan. 

Models of idea management 
outside of higher education 

All institutions are feeling the effects of demands for 
better service, higher productivity, and lower costs. In- 
formation technology leaders at colleges and universities 
are being asked to address these demands while at the 
same time dealing with the pressures of constant change 
and the need to encourage innovation. The corporate 
world is challenging higher education to adopt new lead- 
ership role models and operating methods. 

Many corporate executives serve on college and uni- 
versity boards and believe that our institutions can, and 
should, borrow business practices from the corporate 
world to address financial concerns. This raises serious 
questions for us. Can we adopt models from the for- 
profit sector without disrupting the positive aspects of 
the campus culture that have been nurtured over a long 
period of time? Institutions have turned to information 
technology leadership to provide many solutions. At- 
taining operational improvements without disrupting 
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the delicate balance of the campus culture can only be 
accomplished through skilled management of ideas and 
information technology leadership. 

Business places a high premium on innovation, par- 
ticularly in the application of information technology. 
One of the reasons that many businesses have acquired 
other companies is to gain access to new intellectual 
resources— as IBM did with Lotus, for example.^ Many 
businesses have created a new position of an informa- 
tion technology strategist, whose primary responsibility 
is to determine creative uses of technology to gain com- 
petitive advantage. The business world recognizes that 
lasting competitive advantage will be the product of 
new ideas and dramatic changes, not simply incremen- 
tal quality improvements or streamlining existing busi- 
ness practices. 

Acceptance of creative thinking 

For many years, information technology professionals 
fought to gain recognition for the importance of com- 
puting and communications on campus. To a certain 
extent we have reached our goal; information technol- 
ogy is often viewed now as the first consideration for 
solving any problem. In their pursuit of acceptance, 
technology leaders also pushed for a greater involve- 
ment in the governance of the institution, and we have 
seen the creation of positions at the cabinet level at 
many institutions, with the reorganization of all tech- 
nology-related units under this position. The promise 
of this new organizational structure has been better and 
more-coordinated planning. In many cases, that prom- 
ise has been realized, but now institutions are looking 
for a bigger payback from information technology. In- 
stitutions expect information technology leadership to 
provide improved service and productivity and solu- 
tions to decrease costs without disturbing the positive 
aspects of the campus culture. 

Many information technology managers feel that 
their only major responsibilities are customer service, 
running a good shop, and seeking some small but con- 
tinuous increments of improvement. They have under- 
estimated the requirements for technology leadership. 
Just doing the same job better is not going to be a suc- 



^Kao, http://www.jamming.com/manage.html 



cessful strategy. While it may be true that customer and 
management expectations are too high, these expecta- 
tions are real. It is very possible that the public assess- 
ment of the information technology leader's effort to 
meet those high expectations will conflict with the in- 
formation technology leader's personal goals and inter- 
ests and those of the information technology staff. 

Educating the customers 

Information technology leaders often try to "sell" tech- 
nology and new ideas to audiences who have different 
agendas or perspectives. Senior executives who have 
only a basic understanding of the application of infor- 
mation technology have a difficult tirne evaluating ideas 
that are based upon envisioned advances in technology. 
Many senior administrators, though limited users of 
technology, now have a conviction— or at least a sense— 
that technology is going to be an important factor in 
improving both the business and the learning processes 
on their campuses. Executives at our institutions who 
have historically been disinterested in technology appli- 
cations are now a very willing audience. This attitude 
reversal is positive, but the next step is not a simple one. 

Many information technologists have a good idea 
where technology is headed but do a poor job of com- 
municating those ideas and plans to their customers— 
executives, faculty, students, and staff— because they fail 
to choose the appropriate communication medium and 
language for each audience. Being open and honest is 
the best way to maintain their respect. This open com- 
munication makes it clear that our primary concern is 
the needs of our customers. 

The World Wide Web has had a subtle but profound 
effect on the way we think and communicate. Over time 
that same effect will be experienced by the community 
at large. There is a growing acceptance of the Web for 
many reasons, but for new users of technology it has 
particular appeal: the Web is easy to use, and it is intui- 
tive. The Web also allows (in fact, encourages) readers to 
browse around in the same manner as they would read a 
newspaper— unlike the traditional report to manage- 
ment, which is usually in business language and struc- 
tured to be read from front to back. This freer structure 
allows us to explore new ways to organize and commu- 
nicate thoughts and ideas to varied audiences. As an ex- 
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ample, my own thoughts regarding plans and directions 
for information technology are published on the Web 
(http://www2.bc.edu/^gleason) with the objective of 
providing an open forum for discussion of new ideas 
and the education of the user community. The public 
posting also serves as a subtle way of fostering a behav- 
ioral shift in the way we communicate. 

A challenge to leadership 

Practically speaking, it is likely that the responsibility 
for idea management will reside as an unofficial duty of 
the information technology manager. Most information 
technology managers, though interested in new ad- 
vances, are caught in the dilemma of attending to cur- 
rent demands for resource management. In addition, 
most will be reluctant to surrender their traditional du- 
ties for fear of loss of control. The predictable outcome 
will be little or no time dedicated to idea management. 

Ideally, the duties for information technology re- 
source management and idea management should prob- 



ably be divided. Idea management is not about control; 
it is about management and cooperation. It provides a 
structure for the continuous involvement of all informa- 
tion technology staff in fostering a unified, enlightened 
approach to the application of information technology. 

If idea management is truly to be treated as a major and 
primary role, the information technology leader must be 
willing to relinquish direct responsibility for the man- 
agement of information technology resources. 

Significant improvements in the functioning of the 
institution are going to be based on effective manage- 
ment and implementation of new ideas. This will require 
shifts in the mindsets of executive decision-makers, in- 
formation technology customers, and the technology 
staff. The innovative and technically skilled members of 
the information technology staff, the people who really 
count, must be supported through an environment that 
is entrepreneurial in spirit but managed to exploit the 
full potential of advances in information technology. 
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Albert L LeDuc, director of computer services for Miami-Dade Community College, won the 
CAUSE ELITE Award in 1993. In over sixteen years of involvement with computer services at 
one of the largest community colleges in the U.S., Mr. LeDuc has earned the respect of his 
staff and colleagues for his ability to provide technological solutions to his institution's unique 
needs while supporting its primary mission of teaching and learning. He is generous in con- 
tributing time and efforts to his profession. He has chaired the CUMREC Board of Directors 
and served as secretary/treasurer to the CAUSE Board; one of his numerous articles won the 
1986 CAUSE/ EFFECT Contributor of the Year Award. 



Organizational Leadership: 

Characteristics of Success and Failure 

by Albert L. LeDuc 



"... ardent, intelligent, sweet, sensitive, cultivated, erudite. 
These are the adjectives in an androgynous world. Those 
who consider them epithets of shame or folly, ought not to 
be trusted with leadership, for they will be men hot for 
power and revenge, certain of right and wrong." 

-“Carolyn Heilbrun^ 

I 've devoted a great deal of thought to the fact that I 
was awarded the ELITE Award by CAUSE in 1993. One 
reason for my reflection is that, as a fundamentally self- 
effacing person, I never expected the concept of "leader- 
ship" in information resource management to include 
my style of leadership. And yet, it was recognized. And it 
is also true that, with a management career spanning 
over thirty years, I know that my leadership style works. 
So when I was asked to contribute an essay to this collec- 
tion, I leaped at the opportunity to try to explain some 
of what I think the successful leader is and does— in par- 
ticular, what kinds of attitudes maximize long-term or- 
ganizational success. 

Does a leader supply vision? This is the Gatesian 
model and who can argue with billionaire success? Is a 
leader exhortative (Churchill)? Is a leader comfortable 
and avuncular (Reagan)? Does a leader need fully de- 

^ Carolyn Heilbrun, Toward a Recognition of Androgyny (New 
York: Alfred A. Knopf, 1973), 123. 
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voted followers (Gandhi)? Is a leader a talented salesper- 
son (lacocca)? In some cases, in some times, any of these 
models may be suitable for information resource man- 
agement leadership. But organizations in our field re- 
quire a deft kind of leadership for the long run. After all, 
if we are running organizations whose people have the 
comic strip character Dilbert as a hero, we can't expect 
success with a fully directive leadership style or even 
one that conforms to what the business world usually 
calls "leadership." In short, we are called to listen to 
Carolyn Heilbrun and others who argue that today's 
leaders need to be multi-talented, fully aware of their 
field, but, most importantly, fully aware of the interper- 
sonal skills that yield organizational results. Getting 
things done is the demand placed on us. Leadership that 
is conscious of its power but doesn't require personal 
ego satisfaction is the answer. No longer true is the old 
"folk wisdom" management dictum. 

I'm the boss— / Do it my way 
Or if you'd prefer / Hit the highway. 

19 
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In fact, rather than being a "boss," successful leadership 
now calls for being a guide, a counselor, a facilitator, or 
a coach. What does that mean, really? 

The New Leader 

First of all, leaders these days are fully supportive of their 
organizations. Sometimes that means paying close atten- 
tion to the overall institutional goals, trends, and cli- 
mate, so that communication and action can be consis- 
tent and perceptive. But I want to turn this conventional 
idea of support around. I really mean that leaders work 
at assuring organizational health for the people who are 
within their responsibility. As someone has said, "bad 
managers expect the organization to support them, 
while good managers support their organization." It is a 
serious question of who the leader really works for— and 
the answer should be the people who work in his or her 
own line of responsibility. 

Kent Keith, the former president of Chaminade Uni- 
versity, in an astonishing article in the APPA publication 
Facilities Management, calls for a leadership defined by 
service: 

The servant leader does not go around asking, "How 
can I get power, how can I make people do things?" 
The servant leader asks, "What do people need? How 
can I help them get it? What does my organization 
need to do? How can I help my organization do it?"^ 

I really cannot express a central theme of healthy leader- 
ship any better than Mr. Keith does. I recommend his 
article for a fuller understanding of an old but increas- 
ingly proper leadership standard. 

Additionally, superior leaders establish an environment 
in which talent can develop. This seems to be an amaz- 
ing revelation to lots of people. Are we stuck in a mode 
in which we expect our leaders to always play Teddy 
Roosevelt, leading the charge up San Juan Hill? I would 
hope not. This wistful hope that somehow the leader 
would be the vanguard of change reminds me of the 
short-lived phenomenon about fifteen years ago in 



^Kent M. Keith, "Call to Servant Leadership," Facilities 
Management, Fall 1995 (Alexandria, VIrg.: APPA: The Association 
of Higher Education Facilities Managers), 24ff. 



which the head of computing in colleges was called the 
"computer czar." I suspected joviality dictated that term, 
but it came to a quiet end when some wag noted that 
"czars are the ones who get beheaded, aren't they?" 

In a recent letter exchange in the Wall Street Journal, 
Russell Curry noted that "Management is not about 'do- 
ing': it is about creating environments where 'doers' can 
succeed. Only ego run amok would claim that managers, 
not workers, are on the frontline."^ This kind of thought 
implies an important corollary— leaders succeed only 
when the workers succeed. 

A related characteristic that leaders must have, par- 
ticularly to create any lasting legacy, is a belief in conti- 
nuity. In my acceptance speech for the ELITE Award I 
noted that I was especially grateful for the fact that sev- 
eral long-term key employees provided me with sup- 
port.^ That kind of sustenance of excellence does not 
happen except by design; people in an organization 
need to be supported by a nurturing and healthy envi- 
ronment. Cultivating that environment calls for dedica- 
tion to professional development, to the establishment 
of standards, to cross-training, to an understanding of 
communication and mutual support. Too often we get 
caught up in dealing with tasks and projects and don't 
devote enough time, effort, and resources to maintain- 
ing organizational health. 

Some managers seem to have as their motto, "If it 
ain't broke, it's time to break it." In fact, there are 
prominent people who advocate turmoil as a means to 
increase productivity or creativity. And yet, the natural 
change inherent in any modern environment is suffi- 
cient to force the lithe organization and its leader to 
make continuous adjustments without additional 
prompting by random acts of disruption. There really is 
no need for the confusion induced by fruit-basket-turn- 
over schemes. If everyone is constantly looking behind 
them to react, they don't have the energy or will to 
move their own activities forward. Constant improve- 
ment is the goal, not constant chaos. 



^Russell Curry, "'Dilbert' Reflects Reality for Frontline 
Workers," Wall Street journal, 17 October 1995. 

^Albert LeDuc, "People Are What Really Matters," CAUSE/ 
EFFSa, Spring 1994, lOff. 
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The leader that we want to emulate is unpretentious. It 
is always a mistake to assume that the leader is the clev- 
erest or wisest person in the organization. That is an 
especially horrible form of hubris when the leader be- 
lieves it. Many observers trace corporate failures to this 
kind of prideful conceit. An instructive recent book, 

Why Smart People Do Dumb Things, elaborates on this 
"self-destructive intelligence syndrome," a result of nar- 
cissism and arrogance.^ While higher education does not 
have quite the highly publicized failures that the authors 
describe, such as New Coke, the book still provides 
guidelines and cautions we could all learn from. 

Everybody wants a boss with whom they can be open 
enough to say, "That's an incredibly stupid idea" when it 
really is an incredibly stupid idea. Almost nobody has 
that kind of boss, because there is too much ego tied up 
in the boss's ideas. True leaders know that an under- 
standing of their own limitations is essential to leader- 
ship. 

Recently, there has been considerable attention fo- 
cused on the idea that good leaders should be authentic. 
Authenticity carries over into an understanding by staff 
that leaders are what they seem. Certainly that means 
sincerity and honesty, and the building of mutual trust. 
Most people who talk about authenticity also mean that 
leaders who seem to be empathetic are so, that they are 
not seeking personal advantage by manipulation, that 
they are straightforward. They don't mean that the per- 
son who claims to be a Theory X directive manager, sure 
enough, is consistent and acts like a rotten boss. Leaders 
who are genuine (authentic) almost never have people 
in their organizations who are searching for ulterior mo- 
tives in proposed projects or plans. That's healthy. 

Authenticity has a special association in information 
resource management. Leaders cannot claim to be tech- 
nical experts if they are not. Because technical expertise 
in our fields is never all-encompassing and is subject to 
an incredible pace of change, leaders need to be adept 
listeners and receptors to understand and communicate 
technical matters accurately. 



^Mortimer R. Feinberg and John ]. Tarrant, Why Smart People 
Do Dumb Things (New York: Fireside, 1995). 
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Superior leaders believe in and use empowerment. 
"Empowerment" is starting to get a bad press, chiefly 
because it sounds like some sort of touchy-feely solution 
to organizational problems. Additionally, some of the 
manifestations of empowerment have been short-term 
fads. I also suspect that, to some people, it sounds like 
the abandonment of leadership. And yet, it makes emi- 
nent sense for work groups to be able to have a say in 
the work rules, standards, processes, and activities that 
affect them. Today's work force increasingly expects 
(and deserves) to be part of the team. 

Larry Conrad and Sheila Murphy, in the Summer 1995 
issue of CAUSE/EFFECT, have written the definitive ar- 
ticle on team-building in our environment. Their article 
addresses the challenges that this type of philosophy 
faces and concludes that 

Those managers who are solely control-oriented may 
not survive the transition. ... Teams will only hasten 
the process, as we transform our organizations into 
more enlightened institutions that treat people as 
adults who have productive and innovative contribu- 
tions to make.^ 

Good leaders are sensitive to needs within their areas 
of responsibility. This was recently brought home to me 
through a carpet replacement program in our office 
area. The excitement generated by this upgrade was 
something I was not as sensitive to as I should have 
been. But thanks to the leadership and perseverance of 
two key managers, the morale— and, doubtless, the pro- 
ductivity— of this 160-person office area has soared. 

A recent article termed this kind of situation "spiritu- 
ality in the workplace," by which the authors character- 
ize a whole series of leadership activities that emphasize 
ethics, morality, accountability, honesty, loyalty, joy, 
and dedication.^ While that may or may not have reli- 
gious connotations, the emphasis is intended to be on 



^Larry Dean Conrad and Sheila Murphy, "The Manager's 
Changing Role in a Teams Environment," CAUSE/EFFECT, 
Summer 1995, 47ff; http://www.cause.org/information- 
resou rces/i r-libra ry/a bstracts/cem 9529.htm I 

^"Spirituality in the Work Place/' Administrator, December 
1995, 5. Original source: Arizona Business Gazette, 19 October 
1995. 
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values, both the individual's and the entire organiza- 
tion's. An important point of this focus is that having 
fun at work goes a long way to encouraging creativity 
and easing stress. 

I t is difficult to write an essay such as this without 
loading it with platitudes. In spite of myself, I cannot 
resist the old bromide that "to be a true leader you need 
to have people working with you instead of for you." 
But perhaps the single greatest piece of wisdom about 
leadership is in a quote I keep in the top drawer of my 
desk: 



If anything goes bad, I did it. 

If anything goes semi-good, then we did it. 

If anything goes real good, then you did it. 

That's all it takes to get people to win 
football games for you. 

— Paul "Bear" Bryant 

It is my hope that leaders far into the future will still be 
"winning football games" for their institutions. They 
will, if they provide the kind of leadership that institu- 
tions need and deserve: a fundamental, heartfelt desire 
to facilitate and serve rather than impose and dictate. 
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Robert C Heterick, Jr., president of Educom, won the CAUSE ELITE Award in 1994. He received the 
award for the range and significance of his contributions to the profession, beginning with over 
thirty years at Virginia Tech where he held professorial rank in three different colleges, chaired two 
departments, directed a laboratory, and served as vice president for information systems. He has 
chaired the board of the Blacksburg Electronic Village, bringing high bandwidth Internet connectivity 
to the town of Blacksburg, Virginia, and has served on the CAUSE Board of Directors, both as vice 
chair and as chair. He was instrumental in the founding of the Coalition for Networked Information, 
has published frequently in CAUSE publications and elsewhere, and is a frequent speaker. 



Maybe Adam Smith Had It Right 

By Robert C. Heterick, Jr. 



O ne of the current conundrums in higher education 
has to do with how to organize the enterprise so as 
to weather the current economic doldrums and prepare 
the enterprise for a 21st century learning society. The 
polar extremes are represented, on the one hand, by 
those who feel that all we need do is infuse more re- 
sources into the current paradigm and everything will 
return to normal and, on the other, by those who believe 
that a quick fix is at hand through the process of con- 
necting every classroom to the Internet. Neither view- 
point understands the systemic unpreparedness of 
higher education to enter the information age. 

There is a delightful Gary Larsen cartoon that shows 
a large, random pile of horses and cowboys in the 
middle of a western street. The sheriff is admonishing 
his deputy in front of the saloon saying, ''No, I told you, 
you have to organize a posse." 

The defining organizational paradigm for the indus- 
trial age occurred early in the 20th century with the 
work of F. W. Taylor on scientific management and the 
development of the assembly line by Henry Ford. Since 
that time, a good many organizational theorists have 
refined the basic command-and-control model of the 
organization— some softening its rough, militaristic 
edges, some arguing for a more "scientific" foundation, 
some trying to put a human face on an otherwise 
mechanistic organizational viewpoint, and many ex- 
pounding financial controls as the governor of the hier- 
archical organization. 

er|c 



Late in the 20th century we have been bombarded 
with the management theory du jour— quality circles, 
zero defects, zero base budgeting, total quality manage- 
ment, best practices benchmarking, and a host of others. 
They have all fallen short, perhaps with the exception of 
reengineering, because they haven't understood or inter- 
nalized the lessons of networking. The governing moti- 
vators of networking are not capital, or command and 
control, but rather diffused information and self-serving 
cooperation. The clear logic of the network in hardware 
is to push as much of the intelligence out to the nodes 
as possible. The manifestations in software are client/ 
server, groupware, and the World Wide Web. The operat- 
ing strategies of networking are not designed to manage 
complexity but rather to permit the interoperation of 
simple elements. 

The organizational theory that will successfully 
dominate the world of networking has less to do with 
management and more to do with leadership— not lead- 
ership in the charismatic sense that comes from the top, 
but leadership that exists and operates throughout the 
organization. Such leadership is frequently not "scien- 
tific" or the result of a formal planning process but 
more heuristic, resulting from a "hands-on" relationship 
with particular work processes— what Shoshana Zuboff 
has called "informating" the workplace. 



'Shoshana Zuboff, In the Age of the Smart Machine (New 
York: Basic Books, 1988). 



18 



CAUSE PROFESSIONAL PAPER SERIES, #15 



Leadership has historically been viewed as the prov- 
ince of executive management because only they had a 
sufficiently broad and holistic view of the enterprise to 
establish directions, promulgate the mission, and orga- 
nize the workforce to propel the enterprise into the fu- 
ture. Such a viewpoint is probably consistent with a hier- 
archically structured workplace featuring tightly com- 
partmentalized division of labor, primarily one-way 
communication, and relatively stable and well defined 
markets, customers, and workforce. 

The information age demands, and will enforce, a 
transition to empowered employees throughout the or- 
ganization. The organization will be successful to the 
extent those employees are informed and are free to ex- 
ercise leadership, and capable of doing so. The organiza- 
tions faced with the most difficult transition to the in- 
formation age are likely to be those that never really 
bought into the industrial age management paradigm- 
parts of the public sector, with higher education and 
health care being the two most obvious examples. These 
organizations developed all sorts of work-arounds to 
compensate for their decision not to assume the com- 
mand-and-control model. Absent the more immediate 
feedback that comes with private sector market elasticity, 
they tend to be far more inertia-bound than their aggres- 
sive private sector cousins, particularly than the high 
tech industries that currently drive the economies of 
developed countries. 

Overcoming the inertia of institutions of higher 
learning will not be easy, and the evidence in so far from 
the past decade suggests that leadership that comes only 
from the top won't be successful. In considering why, 
one conclusion is inescapable— the work-around organi- 
zational structure of generally autonomous faculty orga- 
nized into departments has a different objective func- 
tion than that of the organization taken as a whole. 
Higher education substituted a political process of spe- 
cial interest lobbying for the command and control 
model. In periods of increasing resources, a departmen- 
tal focus on "faculty quality" is not too much at vari- 
ance with general organizational goals. In periods of 
resource constraints, the self-aggrandizement objective 
function of the departments is frequently at significant 
variance with the cost minimization, student retention, 



instructional productivity, or other goals of the overall 
organization. 

In a crosscut matrix of mission goals and organiza- 
tional structure you can identify the contribution of the 
organizational structure to the goals. What you can't 
seem to do is change that contribution. We shouldn't be 
too surprised at this as long as we fund the organiza- 
tional structure, not the goals. This is particularly the 
case in higher education, where we fund departments 
which have little if any incentive to understand overall 
organizational goals, much less modify their own local 
sense of importance or objectives to enhance those of 
the global organization. To be fair, there also seems to be 
little effort expended by the executive management of 
the institution to make departments aware of global 
threats and opportunities. 

It is time to discard old management models and re- 
place them with structures more suited to the informa- 
tion age. Only by finding structures that achieve overall 
organizational goals as a by-product of accomplishing 
personal goals will we be able to rationalize the reward 
system of the academy and make the transition from our 
current institutions into those of a learning society. 
Maybe Adam Smith had it right when he observed in The 
Wealth of Nations over two hundred years ago, "As each 
person intends only his gain, he is ... led by an invisible 
hand to promote an end which is not his intention.... By 
pursuing his own interest he frequently promotes that 
of society more effectively than when he really intends 
to promote it." 

Increasingly, our organizations take on the shamrock 
characteristics first identified by Charles Handy.^ For 
most academic institutions, the bulk of employees con- 
tinue to be housed on site as in the conventional indus- 
trial age model. More and more often we will find insti- 
tutions breaking through their high degree of vertical 
integration as self-sufficient communities and beginning 
to outsource non-mission-critical functions such as food 
service and residence hall operation. In many cases there 
will exist a very tight coupling between the institution 
and strategic suppliers. The third petal of the shamrock 



^Charles Handy, The Age of Unreason (Boston: Harvard 
Business School Press, 1989). 
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will be apparent first as telecommuters. As institutions 
of higher learning become less place-bound, these 
telecommuters may be augmented by non-local adjunct 
faculty, new knowledge-work suppliers of services such 
as accounting or enrollment management, and eventu- 
ally even organizations and individuals providing such 
things as course design, counseling, and assessment. 

Other commentators have characterized academic 
institutions in a somewhat similar vein. Robert Zemsky 
and William Massy have referred to expanding perim- 
eters and melting cores.^ In their analysis, much of the 
perimeter of the institution has adopted new managerial 
strategies to permit it to operate in an entrepreneurial 
fashion, while the core of the institution steadfastly re- 
tains a management style less suited to modern enter- 
prise and less able to utilize the leadership and entrepre- 
neurial talents of its employees. 

As we gravitate from tightly proscribed job functions 
there will be an increasing demand for employees to 
demonstrate leadership in their respective spheres of 
operation and influence. Current experiences suggest 
that this transition will be difficult: while most members 
of the academic community express a desire not to be 
managed, they at the same time continue to want to ex- 
ercise management control over others who work in 
their areas of assigned responsibility. Working 
collaboratively too frequently seems to be at variance 



^Robert Zemsky and William F. Massy, 'Toward an 
Understanding of Our Current Predicaments," Change, 
November/December 1995. 



with both the industrial age model of hierarchical orga- 
nizations and the fiercely independent operation of fac- 
ulty as individual contractors. 

Nearly fifteen years ago I made some observations in 
an article for CAUSE/EFFECT that seem every bit as rel- 
evant today as they did then: 

The university operates at the cutting edge of tech- 
nology and knowledge. It draws people into its parts 
who are exceptionally knowledgeable and highly 
motivated. The problem is not so much to manage 
these people (in fact, that is probably exactly the 
wrong thing to do) as it is to manage the physical 
environment and communications links that tie them 
together. 

In order to tap the entrepreneurial spirit of our col- 
leagues we need them to exercise leadership. The envi- 
ronment to foster that leadership is what we might call 
creative tension or controlled dissonance. It is the "anar- 
chy" of a marketplace that encourages each individual to 
exercise leadership in his or her sphere of activity. In the 
spirit of Adam Smith, we will likely find that such be- 
havior— within a thoughtfully aligned reward and incen- 
tive system— promotes the goals of the organization and 
the individual more effectively than even the most art- 
fully crafted plans of some central authority. 



C. Heterick, "Administrative Support Services," CAUSE/ 
EFFECT, November 1981, 28-32. 
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Carole A. Barone, associate vice chancellor for information technology at the University of California, 
Davis, won the CAUSE ELITE Award in 1995. She has been influential in harnessing information re- 
sources to the service of higher education, orchestrating transformations in the two universities she 
has been affiliated with. During her six years as the CIO for Syracuse University she and her staff 
created a campus network, and by the time she left, all administrative information systems were on- 
line and interactive. At UC Davis she led the design and implementation of a distributed computing 
architecture and an ATM network. She is active in systemwide UC initiatives, has chaired the CAUSE 
and Educom Boards, and currently chairs the CAUSE Professional Development Committee. 



Leading through Influence 

by Carole A. Barone 



R ecently, when I mentioned to some staff members 
that I hesitated to give them my view on a matter 
because I wanted them to reach their own conclusions, 
they responded that I shouldn't worry because they did 
not feel compelled to do what I suggested. Actually, it 
was more along the lines of, "Don't worry, Carole, we 
never listen to you anyway." I replied that I was certainly 
reassured to hear that because it indicated that I had 
acquired the characteristics of a 21st century leader. 

Later that day, I participated in a long working meet- 
ing with staff trying to figure out how to rig the ancient 
campus accounting system to record and report data 
that accurately represented our IT organization's net- 
work or web of programs and projects. Anyone who has 
tried to justify rates for programs that cross functional 
unit lines knows the magnitude of the problem. We fi- 
nally reached the conclusion that for our purposes, we 
needed to design the system of record around our fish- 
net structure and then use a shadow system to re-sort 
the data by function for those on campus who had 
trouble relating to the fishnet organization. 

As much as we would like to believe otherwise, 
people respond to style and to form. The media have 
taught us that lesson well. Who does not know the story 
of the first Nixon/Kennedy debate? Who has not heard 
comments along the lines of, "He would make an excel- 
lent president; he plays the leader role so well," or "He 
carries himself like a leader"? 



This notion of the importance of style and form ap- 
plies to organizations as well. These are interesting times 
for IT leadership. Leadership in information technology 
organizations in higher education is taking on a unique 
set of characteristics as IT leaders adjust their styles to 
become more effective change agents on their campuses. 

As an example, take the operational realities of a flat- 
tened organization. In the past we focused on organiza- 
tional structures, management techniques, and pro- 
cesses; on reengineering the organization. We thought of 
and described our organizations in mechanistic terms. 
The characteristics in the column labeled "old" in Figure 
1 illustrate the mechanical view of the IT organization. 
However, in recent years a good deal of management 
literature has applied aspects of the biological model to 
organizations. Such work has been largely overshadowed 
by the hype associated with the three-letter management 
technique of the moment, e.g., MBO, TQM, BPR, 

RCM....^ We gravitate to these techniques and method- 
ologies because they fit our assumptions about how or- 
ganizations should work. According to the mechanistic 
paradigm, organizations can be engineered and, thus, 
fixed by applying a technique or formula, by retooling. 

Others, however, argue that reengineering efforts are 
doomed to failure, that what we really need to change is 



^These acronyms mean, respectively, management by 
objective, total quality management, business process 
reengineering, and responsibility-centered management. 
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the "way we change." Margaret Wheatley suggests an 
organic restructuring of organizations around natural 
processes to produce a dynamic, ever-changing, creative 
organization that will naturally seek to thrive in its envi- 
ronment.^ Instead of concentrating on the management 
of information, we should focus on "managing by infor- 
mation," i.e., adjusting and adapting organizational 
style and form in response to information garnered from 
the environment in a manner similar to the adaptation 
of biological organisms. These knowledge-based organi- 
zations are self-adjusting; they are able to respond 
quickly to the continuous and the discontinuous, i.e., 
change that is disconnected from what has gone before, 
change so common to the information age. 

Information technology organizations are quickly 
making the transition to the organic model because they 
have been forced, by virtue of their need to keep pace 
with the rapid speed of technological change, to become 
nimble. The new style of IT organization is generally 
defined by the characteristics shown in the column la- 
beled "new" in Figure 1. The distinctive elements listed 
in this figure appear repeatedly in current literature 
dealing with organizational change in general, as well as 
in that specific to IT organizations. 

Figure 1 

IT Organizational Characteristics 



OLD 




NEW 


Linear & Predictable 


-> 


Dynamic 


Controlling 


-> 


Enabling 


Internal Efficiency 


-> 


Customer Satisfaction 


Tactical 


-> 


Strategic 


Parents/Providers 


-> 


Partners 


Managing Technologies 


-> 


Managing Relationships 


Hierarchical 


-> 


Flat 


Waterfall Decision-making 


-> 


Spiral Decision-making 



The role of the leader in the flattened, knowledge-based 
organization is one of guide and counselor. One of our 
IT directors wrote recently in her self-evaluation: 



^Margaret I . Wheatley, Leadership and the New Science: 
Learning about Organization from an Orderly Universe (San 
Francisco: Berrett- Koehler Publishers, 1992). 







Flattened organizations obviously don't allow time 
for specific directions but people still need guidance. 
The art is to provide that guidance in a transparent 
manner so they can think they have reached their 
common milestones on their own. Many say their 
goal as a manager is to be unnecessary. I think they 
don't understand what is required of a new age 
manager. Human characteristics require some glue to 
have individuals move forward toward organizational 
goals. I think I'm on my way to super glue status.^ 

A growing majority of staff members in such organi- 
zations take their empowerment for granted. Once they 
have made the transition to the organic style, these staff 
members quickly recognize, strongly resist and, indeed, 
resent attempts by any leader to play the commander 
role. Lana Moffitt frequently reminds me that "We are 
just making it up as we go along." Peter Drucker would 
agree. In a provocative interview he asserts that we are 
moving beyond the metaphor of the opera, which uses a 
score to "glue" together the different groups, e.g., solo- 
ists, chorus, orchestra, to that of "a really good jazz 
group ... people who improvise on their own and the 
group realizes that the trumpet player is now playing his 
solo and everybody needs to stop and support him.""^ 
Staff members in such organizations become increas- 
ingly intolerant of their more passive and deferential 
colleagues in other organizational units which are still 
functioning under the old hierarchies. Consequently, IT 
staff often find themselves out of sync with the norms 
and conventions of the larger institution. This causes 
the information technology organization to be viewed 
and to view itself as being isolated, and sometimes alien- 
ated, from the rest of the institution. 

IT leaders face a dilemma. The very characteristics 
that make their organizations capable of meeting the 
technological requirements of the campus often serve to 
place them at odds with the institution's culture and 
values. For the IT organization to assume a position of 
leadership on the campus, the community must trust IT. 



^Lana Moffitt, Director, Information Resources, UC Davis, 
Self-Evaluation, June 23, 1996. 

^ Peter Drucker, "The Relentless Contrarian," Wired, August 
1996, 116-120. 
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Much as we would like to believe otherwise, and much 
as we strive to value diversity, human beings are wary of 
those whom they perceive to be different. Our col- 
leagues on campus definitely perceive us to be different. 
Not only are the tools that we promote threatening to 
the comfort zone of the status quo, but we, the bearers 
of those tools, have also organized ourselves into strange 
and seemingly incomprehensible forms. 

To exacerbate the problem, information technologists 
tend to have a different world view and different value 
systems than their colleagues in academia. IT people 
value the technology; they believe that bringing appro- 
priate, high quality technology to bear on a problem 
will (or should) solve it. Consequently, they are bewil- 
dered when they are not only not credited with provid- 
ing solutions for the campus, but are blamed for fur- 
nishing technical solutions that the rest of the commu- 
nity does not understand, that seem to come as a sur- 
prise, and that impose new management burdens on 
already overburdened staff. Whether correct or not, such 
perceptions constitute reality for those who hold them. 

It has taken technology organizations a long time to 
come to the realization that, to counter such perceptions 
and help the campus gain confidence in IT's ability to 
play a key leadership role in the campus transformation 
process, the members of the campus community must 
feel comfortable about their understanding of that orga- 
nization. In the example of the IT organization trying to 
mold an anachronistic accounting system to accommo- 
date a fishnet or webbed structure, the organization was 
making an effort to present itself to campus decision- 
makers in a way that conformed to their experience and 
expectations. The example illustrates an attempt by an 
information technology organization to conform to 
campus expectations while meeting its own needs to 
recreate itself in a 21st-century form. 

We need to couple this sensitivity to the viewpoint of 
our campus colleagues with a communication strategy 
that recognizes that people trust those whom they per- 
ceive to understand their viewpoint. IT leaders must take 
responsibility for developing, executing, and sustaining 
a multifaceted, comprehensive communication (read 
"public relations") plan. The plan should focus on hear- 
ing and understanding what the campus wants. This 
means everything from the obvious (e.g., focus groups 



O 




and surveys), to employing multiple formats for provid- 
ing information and getting feedback on its usefulness 
(e.g., brown bags, newsletters, newsgroups, committees, 
work groups), to training IT staff at all levels on how to 
take ownership of problems without becoming overbur- 
dened. 

Human beings want personal interaction; they want 
to be heard. If they feel that they have been left out of 
the process, they will ignore the value of the finest tech- 
nological innovations we implement and, instead, blame 
us for implementing them. This is why the Gartner 
Group continually places so much emphasis on relation- 
ship-building in its publications— on the so-called soft 
skills as opposed to the hard, technical skills.^ 

I bristle when a staff member dumps a problem that 
he or she has created on me without offering possible 
solutions. Consider how our chancellors, presidents, and 
provosts must feel when we sell the technology, create 
enormous demand for it, and then turn up in their of- 
fices demanding huge sums of money to meet that de- 
mand. Although they may not blame us for our evangeli- 
cal proclivities, at the very least they must shudder when 
they see our names on their calendars. That is not a good 
way to go about getting included in the senior adminis- 
trative team. Even when chief executive officers give lip 
service to the need for change, they usually shrink from 
our methods of "facilitating" it. We have at our disposal 
the technologies that enable change to bypass valued 
consensus-building processes and to happen at a pace 
that alarms, rather than reassures, even when that 
change is desired. In effect, our tools become weapons 
and we become the enemy. 

If we are ever to gain credibility, we must learn to 
lead through influence instead of direction. We need to 
influence the decision-making process, not convince the 
decision-makers that our solutions are the best. The dis- 
tinction is subtle but fundamental. 

John Oberlin of the University of North Carolina 
points out that 

Developing a business case for information technol- 
ogy in higher education is difficult. Colleges and 
universities have their own unique brand of conven- 

^ Gartner Croup, Research, Advisory & Strategic Planning 
Services. 
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tional wisdom and peer review that manages most 
critical decisions well. Information technology seems 
to be an exception. It doesn't fit well with the exist- 
ing political system and decision-making structure. 
For example, deans ... [and] institutional financial 
officers are ... out of the IT decision-making loop. ... 
All three parties— deans, financial officers, technolo- 
gists— see a different set of facts. ^ 

Oberlin points out that when technologies are 
adopted they become invisible.^ That is why the campus 
community has a short memory for the benefits pro- 
duced by technological solutions. On the other hand, 
the campus community has a very long memory for the 
disruption caused by the change process that usually 
accompanies the technological innovation. We are gen- 
erally credited with the latter. 



^ John L. Oberlin, "The Financial Mythology of Information 
Technology: The New Economics," CAUSE/EFFECT, Spring 1996, 
28; http://www.cause.org/information-resources/ir-library/ 
a bs tracts/ce m 961 6 . h t m I 

^ Oberlin, 22. 



We need to break ourselves from the habit of selling 
the technology and focus on fitting into the back- 
ground. That means concentrating on forming alliances 
with other units, such as the library, and letting them 
argue the merits of the technology. It means bringing 
faculty into the IT organization, e.g., as faculty fellows, 
and letting them present the technology to their col- 
leagues in, and on, their own terms and on their own 
turf. It means using committees to make and vet policy 
recommendations and letting a committee member be 
the point person in the process. In short, it means learn- 
ing to value and participate in the campus consensus- 
building processes instead of trying to drive the decision 
by arguing the merits of the technology. We need to be 
partners with the senior administration in the roll-out 
and support of information technology and in facilitat- 
ing the change that these technologies enable. 

The effective IT leader learns to work with and within 
the campus culture and conventions. Learning the art of 
leading from the background is fundamental to our abil- 
ity to influence the direction of change on our cam- 
puses. 
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Patricia Battin, the 1996 recipient of the CAUSE ELITE Award, is a consultant and a planning director for the 
Emory University Virtual Library Project. As vice president for information services/university librarian at Co- 
lumbia University, she initiated the integration of library and computer center activities. The first president of 
the Commission on Preservation and Access, she has been recognized through most of her library science 
career as a leader in perceiving future directions. She was one of the first to conceive of information resources 
as combining technology, services, and content, and to understand the revolutionary impacts of networks of 
computers. Her professional interests have included developing people for jobs which are not yet fully evolved, 
with a strong focus on the value of mentoring. Ms. Battin has served on the Boards of CAUSE and Educom. 



Making It Happen: 

Leadership in a Transformationai Age 

by Patricia Battin 



Let me exhort everyone to do their utmost 
to think outside and beyond our present 
circle of ideas. For every idea gained is a 
hundred years of slavery remitted. 

— Richard Jefferies 

"The Story of My Heart" 1883 

"Bury me on my face, " said Diogenes; and when 
he was asked why, he replied, "Because in a 
little while everything will be turned upside down. " 

T he opportunity to contribute to this publication on 
leadership is both flattering and daunting, because 
writing on leadership and managerial style from the per- 
spective of past experience in this new age of techno- 
logical transformation and upheaval is an exercise in 
self-deception. The dispensing of benign advice and wis- 
dom accumulated from decades of managing library and 
information services in a relatively stable and predict- 
able environment that no longer exists is useless to those 
who must grapple with today's challenges. Conse- 
quently, I offer not what was successful in the past in 
managing the onset of technological change but what I 
think will be required of those who will lead the trans- 
formation of 19th- and 20th-century compartmentalized 
information systems into a 21st-century seamless and 
coordinated multimedia array of information resources 
integrating administrative and scholarly information. 



services, and technology. 

Perhaps one of the most devastating impacts of digi- 
tal information technology on the higher education 
community, arguably the last bastion of institutional 
conservatism, is the imperative to change the very na- 
ture of the organizational and financial structures that 
have created and supported the existing strength and 
vitality of American higher education. The most diffi- 
cult challenge faced in an era of transformational 
change is the recognition that what have been our 
strengths will become our liabilities if we do not act in 
time. Brittle books and deferred maintenance of campu^ 
buildings are two powerful cautionary examples of great 
assets becoming crushing liabilities. I would add to this 
list the traditional governance, financial, and organiza- 
tional structures based on the characteristics of print-on- 
paper technology that have contributed so heavily to the 
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Stability and quality of American higher education. 

It has become painfully evident that the promise of a 
rapid, money-saving electronic transformation of learn- 
ing, teaching, and research has been premature and 
oversimplified by technology gurus and visionaries 
whose interests are focused on the technical potential 
rather than the specialized information requirements of 
working scholars in a variety of disciplines, the en- 
trenched and resistant organizational and managerial 
bureaucracies of higher education, and the unique lead- 
ership talents necessary to effect the transition. Tradi- 
tional budgetary procedures supported initial invest- 
ments without recognizing the unrelenting need for 
continuing hardware and software replacements and 
upgrades; technical access was widely enhanced at the 
expense of intellectual access and archival reliability; the 
capacity to handle the rapidly increasing volume of de- 
mand as users adapted to new options and services has 
quickly become inadequate; the costs and technical 
complexity of digitizing existing print resources have 
been seriously underestimated; and requirements for 
continuing educational opportunities for both informa- 
tion users and providers have been vastly misunder- 
stood. And even more significantly, the comfortable as- 
sumption that each new technology or management 
style will substitute for another in a one-size-fits-all for- 
mula vastly underestimated the complex interactions of 
technology with the human mind. 

As librarians have promised for years, books and pa- 
per will not disappear. A recent article in the New York 
Times described the booming business of selling printed 
books, not digitized text, directly to readers via personal 
computer services. Digital capacities continue to be add- 
ons rather than replacements. But what must change are 
our human systems for organizing, managing, and fi- 
nancing continuing access to knowledge, be it through 
books, electronic databases, or lectures in the classroom. 
We can't graft digital technology onto our existing sys- 
tem of social organization— the very fabric of our soci- 
ety— which has been designed around the characteristics 
of print-on-paper technology. We must learn to manage 
hybrid systems in which the newcomer— information 
technology— will determine the nature and design of our 
systems for managing scholarly information. We will 
have to learn how to distinguish and manage the 
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strengths and weaknesses of a broad spectrum of tech- 
nologies. Those of us in higher education will undoubt- 
edly live in a hybrid environment for the foreseeable 
future. Our challenge will be to utilize the power of 
technology to enhance the intellectual mission of the 
institution rather than be defined by it. 

Leading a transformational process and managing the 
fluid and chaotic transition period requires skills vastly 
different from those needed for ensuring "administra- 
tive law and order" in a stable, predictable environment. 
Rules no longer apply, boundaries disappear daily, ambi- 
guity prevails, and we see the future, if at all, darkly 
through a glass. Where our spheres of responsibilities 
used to have well-defined borders, the only boundary is 
the new frontier. Effective leadership will require an 
extraordinary ability to maintain a delicate and continu- 
ally changing balance in the management of technical, 
financial, and human resources to serve the academic 
mission of the institution. Print-on-paper technology 
enabled us to build the huge bureaucracies we call re- 
search libraries, information technology divisions, and 
universities. The characteristics of print-on-paper shaped 
our research methodologies and concepts of scholarly 
services, permitted selective autonomy or collaboration 
on our own terms, and enabled our bureaucracies to 
become less responsive to the needs of our clientele as 
we turned our interests inward to managing the opera- 
tion as an end in itself. 

I believe that a major characteristic of networked 
digital technology— the creative tension between the 
simultaneous capacity for decentralization and the re- 
quirement for central coordination to ensure broad and 
unencumbered access— is the key to effective leadership 
in the 21st century. Judicious decisions blending the 
strengths of the past, the demands of the present, and 
the uncertainty of the future will have to be balanced 
continually from both local and inter-institutional per- 
spectives within an organizational structure designed to 
support the past. The mission of librarianship has always 
been to preserve the past, serve the present, and create 
the future. Until the advent of digital information tech- 
nologies, creating the future essentially implied an ex- 
tension of the status quo within the traditional organiza- 
tional structure. In a digital environment, new patterns 
for funding collaborative enterprises, network compat- 
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ibility and hardware/software interoperability, institu- 
tion-wide access for site-independent information re- 
sources, integrated administrative data systems, shared 
development of hardware/software with the corporate 
sector and other institutions, collaborative preservation 
and archiving responsibilities all pose managerial chal- 
lenges that can no longer be isolated or compartmental- 
ized within comfortable definitions of turf and author- 
ity. 

We talk endlessly and incessantly of our visions of 
the digital future, but few voice the threatening proposi- 
tion that to achieve the vision we must first destroy the 
familiar barriers to true collaboration and sharing of 
responsibility, steps that will revolutionize our tradi- 
tional assumptions and managerial comfort level. I think 
the greatest psychic distance in the world is between the 
vision of the future and making it happen. And the obli- 
gation of leadership is to translate the talk into effective 
action. 

I think the most successful leadership styles will be 
those that respond to this reality and blend bold leader- 
ship and informed risk-taking with widespread consulta- 
tion and consensus when appropriate. Too often events 
have overtaken effective action and resulted in costly 
missed opportunities because of long-drawn-out consen- 
sus processes that worked successfully in a low-technol- 
ogy environment but now serve to excuse or justify in- 
action. In our zeal to find templates and formulas for 
management style, we have permitted both authoritar- 
ian decision-making and consensus as management tech- 
niques to become mindless ends in themselves rather 
than tools to be used in achieving the necessary balance. 
Leaders of the transition— those who will make it happen 
at every level of the organization— will need acute pow- 
ers of analysis, abundant common sense, vibrant creativ- 
ity, reasoned judgment, and a passionate commitment to 
the mission and goals of the extended higher education 
community. 

A major obligation of leadership in a time of wrench- 
ing transition is the active development of the successor 
generation. There is no time to wait for the academy to 
debate the educational needs for an uncertain future. A 
major casualty of the chaotic transition period of the 
past two decades has been the decline of mentoring in 
the information professions. Mentoring in the library 



profession was a specialty of the old boys' network and 
served admirably to provide a continuing leadership 
cadre in an era of shared assumptions, prejudices, and 
stability. New vitality and talent were infused with the 
opening of opportunities to the formerly excluded, but 
unhappily the tradition of mentorship, rather than the 
manner in which it was practiced, was viewed with sus- 
picion and largely abandoned. I believe that a primary 
leadership responsibility is the assurance of a talented 
successor generation capable of handling future chal- 
lenges. In the old days, that meant bringing up the 
young in one's own image. Today, it means identifying 
and attracting new talent from unprecedented sources 
into an ever-changing and expanding profession, help- 
ing those with traditional credentials and experience 
develop the qualities necessary for success in an envi- 
ronment of ambiguity, and providing productive learn- 
ing experiences to build on existing strengths and mini- 
mize weaknesses. Above all, it means the willingness to 
delegate, rather than abdicate, responsibility and ac- 
countability. 

The "digital library" is an instructive example of the 
clash between the new and the old; the need to explore 
beyond one's own set of ideas, assumptions, and talent 
pool; and the challenge to reconcile different points of 
view in the interests of the institutional mission. To the 
computer scientists at the National Science Foundation, 
who created a multi-million-dollar program to encour- 
age research into the digital library concept, the term 
signifies the technological infrastructure. To librarians, 
who hoped to apply for these grants, the term implies 
the storage and management of digital information. To 
college and university administrators, seeking to restrain 
library costs, it means cheap and easy ways to provide 
access to knowledge resources traditionally held in li- 
braries; and to the humanist scholar, it means the demise 
of the book as the primary information medium. The 
digital library is all of these^nd more. The use of the 
term itself is dangerously misleading by imprisoning us 
in an image of the past. With its familiar connotations 
of turf and containment, "digital library" illustrates ei- 
ther our inability or our unwillingness to accept the in- 
evitability of unprecedented collaboration, sharing of 
expertise and responsibility, and new integrated working 
relationships. 



Reflections on LEADERSHIP 



27 



During the past year under the aegis of the Commis- 
sion on Preservation and Access, a group of fifteen re- 
search libraries formed the National Digital Library Fed- 
eration (NDLF) to establish the governance structure and 
technical infrastructure for a collaboratively managed, 
physically distributed, not-for-profit repository of digital 
information in support of instruction and research. The 
Federation seeks to integrate the unique characteristics 
and capabilities of digital technologies with the existing 
strengths of the nation's research libraries and institu- 
tions of higher education to provide convenient and 
affordable access to our intellectual and cultural heri- 
tage. The group has emphasized the importance of a 
federated organization that respects and accommodates 
locally driven decision-making at each institution, while 
at the same time identifying and endorsing those pro- 
cesses and practices necessary to support a coherent net- 
work of scholarly information resources and services. In 
recognition of the fact that building a national digital 
information service cannot be confined to any one 
group of experts, the NDLF's Planning Task Force identi- 
fied the requirements from the library profession, 
sought out new relationships and collaborative activities 
with other players, and agreed on three major areas 
where librarians' contribution of knowledge and exper- 
tise is critical to support the higher education mission: 
discovery and retrieval of information; intellectual prop- 
erty rights and economics; and the archiving of digital 
information. The task is all the more difficult to achieve 
because of institutional and professional barriers un- 
suited to the characteristics of digital technology. 

The military establishment is often criticized for bas- 
ing their strategies in a new conflict on the lessons 



learned from the previous war rather than assessing the 
new situation from the perspective of a constantly 
changing reality. Those of us responsible for the man- 
agement of information resources are also vulnerable to 
the charge of "fighting the last war." Despite our daily 
exposure to the enormous transformational power of 
digital information technologies and the growing dys- 
function of our environment as we try to stuff those 
technologies into our traditional management struc- 
tures, we continue to define the battlefront as one be- 
tween libraries and information technology centers. 

That opportunity was missed some years ago. In today's 
environment, a simple merger is a fruitless attempt to 
continue the traditional pattern of university organiza- 
tion rather than to begin the challenging and unsettling 
process of conceptualizing a whole new dynamic for 
managing information resources. It may well be that the 
next several decades will require fluid and changing or- 
ganizational structures combining both primary respon- 
sibilities for some functions with more broadly shared 
decision-making mechanisms for others in search of a 
productive balance. Managing information technology 
will undoubtedly reflect the characteristics of the tech- 
nology itself—lack of stasis, continuing unpredictable 
change, reconciling contradictory capabilities, serving 
multiple audiences, and creating new interdependencies. 
One of the most difficult attributes for 21st-century 
leaders will be the ability to balance an understanding of 
the values, strengths, and vitality of our system of 
higher education to date with the capacity to conceptu- 
alize and bring into being a discontinuous future so that 
we gain more than we destroy. 
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Systems & Computer Technology Corporation (SCT) is a leader in administrative software and in- 
formation technology management services for higher education institutions, government jurisdic- 
tions, courts, utilities, and manufacturing and distribution companies worldwide. For twenty-eight 
years, SCT Education Systems has helped higher education institutions better manage their informa- 
tion systems and meet critical objectives. Today, SCT Education Systems serves more than 1,100 
colleges and universities worldwide. 

SCTs wide range of information system solutions for higher education includes the BannerZOOO'*^ 
and lA-Plus^ administrative applications and OnSite^^ IT management services, the computing man- 
agement alternative. These solutions help clients increase productivity, reduce costs, and provide 
better services to their students, faculty, and staff. 

SCT is publicly held and headquartered in Malvern, Pennsylvania, a suburb of Philadelphia. 



Since 1968, SCT has specialized in meeting the information systems requirements of universities and 
four-year and community colleges. SCT was a pioneer in providing online, integrated administrative 
systems for higher education in the 1970s. Today, SCT continues to lead the way with the first Web- 
enabled student information product on the market with viewing and updating capabilities. Also, 
SCT helped to introduce the concept of outsourcing, or computer services partnerships with educa- 
tion institutions, providing on-site management, planning, and staffing of an institution's data 
processing operations. 



BannerZOOO is an object-based, net-centric enterprise solution offering the added value of rules and 
process workflows that institutions configure to implement business processes and achieve enroll- 
ment goals. BannerZOOO combines more than eight years of built-in functionality with the latest 
Oracle® RDBMS and developer tools. Coupled with application-independent business logic, object 
technology underlies BANNER Object: Access*, which groups ODBC-compliant information into func- 
tional categories to make reporting fast and consistent. A truly flexible multi-tiered client/server 
solution, BannerZOOO runs on a full range of UNIX servers and the clients' choice of desktop ma- 
chines. 

In addition to BannerZOOO, SCT Education Systems offers the lA-Plus Series, a full suite of sup- 
port systems for mainframe environments and a solid core of administrative functions. A graphical 
user interface and complete range of information access products enrich the already robust spectrum 
of lA-Plus features. 

World Wide Web products from SCT Education Systems let today's technology-savvy students, 
faculty, and staff view and update their personal information and manage job-related activities op 
the Web any time, any place, on any net with any browser and no learning curve. Other information- 
access tools— interactive voice response and kiosks— along with complete imaging and EDI capabili- 
ties complement the BannerZOOO and lA-Plus product lines. 

Professional services, based on best practices models covering all facets of the higher education 
enterprise, and customer support ensure that SCT Education Systems clients maximize performance 
from their BannerZOOO and lA-Plus products. 
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OnSite Services 

OnSite services, provided through SCT's Technology Management Division (TMD), is the informa- 
tion technology management alternative that represents an affordable way to improve an institution's 
administrative operations. Through an OnSite services outsourcing partnership, a college or univer- 
sity contracts for management, staffing, operation, and financing of its computing resources. This 
arrangement supports the institution's efforts to improve service, increase productivity, and reduce 
costs, while reallocating resources to bolster its core mission of higher education. OnSite services 
can be effectively bundled with SCT's BannerZOOO and other software, as well as with the client's 
existing hardware or with new equipment. 

OnSite services can include facilities management, application of a Total Quality Management 
(TQM) program, right-sizing of computer systems, new hardware and software implementation, 
and innovative financing. SCT's financing services are designed to help an institution absorb the 
initial capital requirements, while transforming its administrative systems to compete and prosper 
in a complex environment into the 21st century. OnSite services can reduce an institution's overall 
computing expenditures and keep budgets level and predictable. 

TMD's Professional Services Group provides management and functional/technical support ser- 
vices to colleges and universities through leveraging packaged methodologies and tools (Service 
Objects). 

Recent Activity 

As SCT Education Systems and its offerings continue to grow, the division has intensified its role as 
a full-service provider of innovative information and business services. By incorporating process 
workflows into its products and creating industry best practices models across the education enter- 
prise, SCT is supporting its clients in all their critical business processes: Forecast to Enroll, Matricu- 
late to Educate, Plan to Fund, and Manage the Enterprise. 

In parallel with its aggressive design of process workflows and best practices models, SCT has 
established the Object Technology Center (OTC). Responsible for investigating and deploying object 
methodologies and tools, the OTC represents a whole new development paradigm. The software 
engineers assigned to the OTC will monitor and influence software industry standards to refine 
SCT's solution architectures and deliver products faster with high quality. The result? ... World- 
class, net-centric business solutions incorporating a zero learning curve and industry best practices 
for global markets. 

At CAUSE96, SCT invited participants to view BannerZOOO and the newest Web-enabled applica- 
tions for higher education, Web for Faculty & Advisors and Web for Employees. Also, CAUSE96 
participants had the opportunity to learn about successful application of SCT Education Systems' 
latest products through a series of videos from client institutions. 

Systems & Computer Technology Corporation, a CAUSE member since 1975, has participated in the CAUSE 
annual conference through vendor presentations since 1974, hosted exhibits since 1982, and sponsored 
other activities including Fun Runs, receptions, and golf tournaments. SCT has also sponsored the CAUSE/ 
EFFECT Contribution of the Year Award since 1982 along with publication ofThe Best of CAUSE/EFFECT 
1978-91. The company has sponsored the CAUSE ELITE Award for Exemplary Leadership and Information 
Technology Excellence since 1992. 
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CAUSE is an international nonprofit association dedicated to enabling the transfor- 
mational changes occurring in higher education through the effective manage- 
ment and use of information resources-^echnology, services, and information. 
Incorporated in 1971, CAUSE serves its membership of over 1,400 campuses and 
organizations and 3,700 individuals from its headquarters in Boulder, Colorado, 

CAUSE is an Equal Opportunity Employer and is dedicated to a policy that fosters 
mutual respect and equality for all persons. The association will take affirmative 
action to ensure that it does not discriminate on the basis of age, color, religion, 
creed, disability, marital status, veteran status, national origin, race, sex, or sexual 
orientation, and encourages members and other participants in CAUSE-related ac- 
tivities to respect this policy. 
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